6.0 Process Management

The 417" Base Support Battalion (BSB) continuously designs
and improves our operational processes through performance
analysis and the identification of stakeholder requirements.
Decentralized and cross-functional process management
through Key Process Teams (KPTs) and Key Support Process
Owners (KSPOs) is our tool for turning these requirements

The 417" BSB 8-Step Design Process
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modified to meet Customer expectations. For example,
comment card results indicated hours of operation in the
Giebelstadt Consolidated Mailroom were not convenient for
soldiers stationed there. Conducting a survey to determine
the hours that best met our Customers’ needs, opening times
were quickly tailored to be responsive to the specialized

missions of Giebelstadt
units.
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into high quality products and services across a
geographically dispersed and highly diverse organization.
6.1a(1) As shown in Figure 6.1-1, the Command Group
validates Customer requirements received primarily through
our Customer Information Channels (CICs) (Figure 3.2-1).
Proponency is then given to one of the KPTs or KSPOs if the
requirements dictate redesign of an existing process.
Responsibility for the design of a new product or service is
given to a particular agency or Process Action Team (PAT).
In either case, the proponent translates Customer requirements
into an initial design, and if applicable, suppliers and partners
review the design, providing input that helps the proponent
identify and prioritize necessary resources. Feedback from
partners and suppliers is then used to modify the design
before it is forwarded to the Customers or end users of the
product or service. Once validated, the proponent presents the
plan to the Command Group and appropriate members of the
Executive Steering Committee (ESC) for approval. The
approved plan is then appropriately resourced and results are
continuously monitored through performance analysis and
stakeholder feedback. Feedback loops are built into the
process should the initial design not be approved by either
Customers or the ESC. In both cases, the proposed plan is
returned to the proponent for modification.

6.1a(2) Through our over forty CICs, the Customer Feedback
Committee (CFC), KPTs, and KSPOs, the 417" Base Support
Battalion aggregates and analyzes Customer requirements.
Since these requirements are continuously changing, we make
use of a systematic process for validating Customer needs and
requests (Figure 3.1-4), and then for integrating them into the
design and redesign of our products and services (Figure 6.1-
1). As discussed in Category 3.1a(2), we surveyed our
Customers as to the most important features of all our
products and services and these have become our Customer
Service Standards. When Customer feedback indicates that
these standards are not being met, the product or service is
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illustrated in Figure 6.1-2.

Figure 6.1-1 With a sound understanding

of the key requirements and technological capabilities of the
process, the owner is responsible for proactively surveying
new technology for possible application. This information is
sought from several sources, using
many different techniques, depending
on the process. For example, the
cleaning of oil spills was always a
very lengthy and ineffective process

Identification of
New Technology

with the traditional use of sawdust.
Through technical publications, our —¥|
Environmental Manager identified a
new product called “Stardust,” which

Process Owner identifies
technological requirements
of the product or service

we tested and discovered to reduce ¢

cleaning time by 50%, and to be
much more effective in thoroughly
absorbing such spills.

6.1a(4-6) The design of new
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Support Battalion. This deliberate
approach was developed to ensure
that all agencies which will have a
stake in producing or delivering the

product or service are involved in the l

design  process. The  cross-
functionality of these teams ensures
that important factors such as
productivity, cost-effectiveness, new

Determine resource
availability and obtain
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technology, and efficiency are 3

thoroughly considered. Additionally,
review of the proposed design is Incorporate/deploy new
accomplished by a variety of | technology into product or
agencies and individuals who will service

either be Customers of the product or

service, or partners and suppliers Figure 6.1-2
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Figure 6.1-3

internally involved in its production and delivery. These
teams consider Customer requirements as identified in Figure
3.1-2, our position in the competitive market, as well as
operational capabilities and directives to develop appropriate
standards for performance metrics. This collective
approach allows the 417" BSB to be preventive in our
process design and introduce new products and services
which are initially trouble-free, timely and meet both
Customer and operational requirements. Our
“Fussgangerzone” project at Leighton Barracks is a good
example of this approach. The purpose of the project is

to link all commercial areas with a pedestrian zone,
which would make passage between retail facilities both
comfortable and safe for our Customers. The design of

this project incorporated input from such partners as the
Army and Air Force Exchange Service (AAFES),
Defense Commissary Agency (DeCA) and our
Customers, to include Tactical Unit Commanders, and

our higher headquarters. With completion scheduled for

the end of the year, we will be able to cut the ribbon on a

new service that is fully responsive to the needs of our
Customers.

6.1b(1) The 417" Base Support Battalion key
production and delivery processes, as well as some of
their performance requirements and indicators, are
identified in Figure 6.1-3.

6.1b(2&3) Cross-functional, pan-organizational, and
multi-layered KPTs are responsible for the management,
oversight, and control of key processes within the 417"
Base Support Battalion. These teams were chartered in
March 2000 as a result of benchmarking process management
at Fort Benning, a Commander in Chief (CINC) and Chief of
Staff of the Army (CSA) Army Communities of Excellence
(ACOE) winner. Because the daily operation of our key
processes crosses directorate boundaries, these teams are
comprised of members from across the organization. For

example, the Force Protection KPT is comprised of the
Provost Marshal Office (PMO), the Directorate of Public
Works (DPW), the Security, Plans, and Operations (S2/3),
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Figure 6.1-4

Safety, and ACOE Offices, with key partners and suppliers.
These teams, as illustrated in Figure 6.1-4, collectively
determine key Customer/stakeholder and operational
requirements of the process and use these requirements to
develop in-process measures and performance standards.
They are also chartered to develop improvement strategies
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and related metrics. With this determination, they ensure that
in day-to-day operation of the process, our services meet the
standards that have been developed. This is achieved through
the 417" BSB’s Balanced Business Scorecard (BBS)
performance analysis, routine and special inspections,
Customer feedback and In Process Reviews (IPRs). Other
control strategies are identified in Figure 6.1-3.

Metrics related to the performance and improvement of key
processes are identified in Figure 6.1-3 as well. These
measures are all included in the 417" Base Support
Battalion’s BBS, as discussed in Category 4.0 which is the
primary tool for senior leadership performance review. Key
indicators are aggregated, weighted, and compiled to color
code the performance of each Strategic Area. Green indicates
that overall the process has achieved greater than 85% of the
goals or standards, where amber is between 70% and 85% and
red, below 70%. Annually, KPTs formally review the
scorecard and use feedback from our CICs to ensure that there
is always a strong linkage between stakeholder requirements,
measures and standards.
6.1b(4) Costs associated with the inspection, testing, and
auditing of our key processes are minimized using control
strategies illustrated in Figure 6.1-3.
6.1b(5) The 417" Base Support Battalion employs four
principal tools for the improvement of our key processes.
Most significantly, through the Most Efficient Organization
(MEO) study that the 98™ Area Support Group (ASG)
underwent, we have documented most of our key processes.
Involving all levels of employees throughout the entire
organization, this practice involved the identification of
efficiencies within our daily operations, and prompted us to
develop ways to streamline, increase productivity, and
minimize necessary resources for the production and delivery
of our products and services.

Additionally, we use the process illustrated in Figure 6.1-2
to seek out and integrate new technology into the daily
operation of our processes to achieve even better

Figure 6.2-1

performance. We also use Customer feedback, primarily
from comment cards as an improvement tool.

Finally, we use comparative data as a stimulus to maximize
the efficiency and effectiveness of our processes. For
example, our Child and Youth Services (CYS) staff has
benchmarked the Boys and Girls Club of America and
adopted their criteria for quality middle school and teen
programs (Figure 7.4-34).
6.2a(1-4&6) The 417" BSB key business processes, their
requirements and performance indicators, and short-term
goals are illustrated in Figure 6.2-1.

Proponency for the management of these processes differs
significantly. For example, our Automation KPT is
responsible for the management of the Information
Technology process, our Facilities and Infrastructure KPT
manages the privatization process, and Workforce Shaping is
the responsibility of the Fiscal Stewardship KSPO. However,
the same techniques used for design of these processes and
the determination of key requirements, indicators, and in-
process measures are the same used by KPTs (Figure 6.1-4).
Related metrics are integral to the BBS performance
measurement system, and are reviewed on a quarterly basis at
the BRB. These results are shared with appropriate staff and
agencies for overall organizational improvement.
6.2a(3) Costs associated with the inspection, testing, and
auditing of our business processes are minimized using
control strategies illustrated in Figure 6.2-1.
6.2b(1) The 417" Base Support Battalion key support
processes with their requirements and in-process measures are
illustrated in Figure 6.2-2.
6.2b(2-4) Just as KPTs manage the 417" Base Support
Battalion key processes, KSPOs are charged with the
oversight and improvement of our support processes.
Because the responsibility for managing these processes is
generally limited to one agency or directorate, the teams that
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the KSPOs lead are comprised of representatives from the
internal staff. However, the same methods used to determine
requirements, and design or redesign support processes are
very similar to those used by the KPTs (Figures 6.1-1 and 6.1-
4). The KSPO identifies and annually reviews Customers of
the process and their requirements. This is done primarily
with feedback that is received from our CICs. Partner,
supplier and other operational requirements, such as
regulatory guidance and directives are also defined. With
this, the KSPO determines in-process measurements and their
related standards. Improvement strategies in the form of
goals and objectives and their related metrics are also defined.
These measures are then aggregated, prioritized, and weighted
to develop a scorecard, which determines how well day-to-
day operation of the process is meeting established goals and
standards. Like the key process scorecards, these results are
color coded where green indicates that overall the process has
met greater than 85% of the goals or standards, where amber
is between 70% and 85%, and red, below 70%. The KSPO
monitors the daily operation of these processes through the
measures that are defined and they are reviewed at least
quarterly during the BRB by the Command and the ESC.

In using the eight-step process to establish operational
requirements, the KSPO ensures that support processes

AN

address Customer-driven requirements quantified in metrics
relating to quality, quantity, timeliness, and cost. Through
Command Group validation, the ESC and Systems Team for
Analysis and Review (STAR) direction, partner and supplier
review, and Customer approval, the 417" BSB Commander
ensures that process owners comprehensively address
operational requirements.  His tools for analyzing and
updating Customer requirements consist of the CICs (Figure
3.2-1), recurring Command inspections at the BSB, Area
Support Group (ASG), and United States Army Europe
(USAREUR) levels, quarterly BRBs, and recurring meetings
with directors, partners, suppliers, the ESC and STAR. These
in process measures gauge support process success against
Customer-driven goals.

6.2b(5) Costs associated with the inspection, testing, and
auditing of our support processes are minimized using control
strategies illustrated in Figure 6.2-2.

6.2b(6) Key support processes are evaluated and improved
through the same tools used to improve key processes (Figure
6.1-4). Both internal and external Customer feedback,
through the CICs, is considered to make the process more
responsive to Customer needs and new technology is actively
sought for incorporation into these processes to make them
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more efficient. Additionally, throughout the MEO Study, we
have documented and/or flowcharted most support processes
in order to eliminate duplication of effort or unnecessary steps
and improve cycle time. We also use competitive
comparisons as a springboard for process improvement.
Some significant improvements recently applied to KSPs are
the development and implementation of Individual
Development Plans (IDPs) and the establishment of
mandatory career counseling for General Schedule (GS)-11
(or equivalent) and above civilians to improve our approach to
Human Resource Management, and the development of a
Separation or Recycling of Trash (SORT) enforcement guide
to assist community residents in improving our SORT rates.

6.3a(1) The 417" Base Support Battalion
relies heavily on a wide range of partners and
suppliers who provide a diverse range of
products and services. From health care to

Defining Partner/Supplier
Requirements

regular performance meetings, such as DPW staff calls. This
creates significant alignment in determining the priorities of
the 417" BSB, in measuring how effectively we are
accomplishing them and also enables us to more effectively
cope with diminishing resources available for the maintenance
and repair of our facilities.

In 1998 when funding became available for the construction
of a consolidated in and out-processing center, a team
comprised of 417" BSB staff and partners who would also
occupy the building, such as the 38™ Personnel Services
Battalion (PSB), the 67" Combat Support Hospital (CSH),
and 106" Finance Battalion was created to determine space
and other technical requirements necessary to assist in the
design and delivery of this service. Opened
this year, the center was introduced to the
community both defect-free and meeting
the requirements of our Customers and

retail services to base support, these agencies
are critical to the daily operation of the 417"
BSB and the effective management of their
processes is key to our overall success.

h 4

KPTs, KSPOs define
key performance
requirements

partners.

In some cases where official contracts
with our suppliers exist, formal agreements
offer financial incentives and business

Figure 6.3-1 identifies some of these partners
and suppliers, the services they provide, their

assistance to be provided by the 417" BSB

A 4 in order to increase the efficiency of

key requirements and performance indicators.
6.3a(2&3) Performance requirements for
partners and suppliers are developed during
the third step of our eight-step design

Requirements are
reviewed by partners
and suppliers (Figure

6.1-1)

contractor performance. ‘Split Savings’
— clauses are written into the contracts of
those agencies that provide us our utilities.
decrease  with

process. At this step, partners and suppliers
ensure that the proposed plan is consistent

l As  utility  costs

improvements to the respective systems,

with their capabilities and that the metrics
that will define performance are mutually
understood. Key Process Teams and KSPOs,

KPTs and KSPOs
develop performance
indicators and

those savings are shared with the
contractors. This made, in many cases, the
capital investment of prioritizing utility

as part of the Strategic Planning Process
(SPP) and as illustrated in Figure 6.3-2, are

standards systems feasible for these agencies (Figure
l 7.2-7).
Additionally, we include most key

chartered with the annual review of these
criteria to ensure they continue to meet the
changing needs of the organization.
Additionally, KPTs, KSPOs or in the case of

Supplier/partner
performance reviewed
and reported internally

partners and suppliers in our annual
Customer Climate Survey (CCS) and
encourage them to participate in our
Customer Comment Card Program

contracted suppliers, Contracting Officer’s
Representatives (CORs), are responsible for

l (CCcP).

Not only does this practice
provide our partners and suppliers with

monitoring these measures in routine
performance reviews, such as the BRB,

Feedback from
performance review is

valuable feedback from the end-user, but it
also allows us to more closely monitor

. . provided to .

contractors’ meetings or IPRs, and ensuring partners/suppliers their performance.

compliance with the established standards. 6.3a(6) The greatest improvement in
Feedback on the results of these reviews is l managing partner supplier processes was
provided to the partner or supplier and, if £ accomplished with the establishment of
issues or concerns are raised, the KPTs or Issues/Concerns KPTs and KSPOs. With the identification
KSPOs address them through the appropriate of partner/supplier key requirements,
channels. lg performance indicators, and standards
6.3a(4&5) The interactive process involving included in their chartered objectives, and

both the 417" Base Support Battalion and our
partners and suppliers in developing
performance requirements, indicators and

Annual review and
evaluation of
supplier/partner
processes

with the integration of partner/supplier
results into our BBS performance
measurement system, the 417" Base

standards, and the practice of involving them
in our performance reviews acts as a platform
for the minimization of time and resources
involved in overseeing their processes. For example, the DPW
not only includes the Standortverwaltung (STOV), which is
the contractor responsible for the maintenance of facilities and
infrastructure at Giebelstadt Army Airfield (GAAF), treats
them as staff members in the directorate, including them in

Support Battalion has developed a sound
and comprehensive approach to improving
these processes and ensuring they are kept
current with our business needs.

Figure 6.3-2
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